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PROBLENM: pate: U FaAg ” L OU"

it the request of the Deputy Comptroller a project was undertaken by the
Nanagement Stalf to provide a system for measurement of the work of the

Finsnce Diviglon as sa aid in menpower utiliszation, supervision, opere-

tion, snd budget development.

FACTS EEARINC OB TH: PROBL:M:

For the purposss of this project, the only pertinent fact is that prac-
tically all of the work of the Division involves the handling of papere
or forms apd is susceptible o measurement to some degres.

DISCUBSION:

Genersl. A work messurement system involves the identificastlon of work
units, a protedurs for counting them, and a report of the iime spent do-

" ing the work, The objective of such z system is ths establishment of

standards for eack unit in terms of man hours per unit. In work measure-
ment there is a point beyond which the effort invelved in relating time
te work units is not worth the value rec¢eived and therefore there is un-
mesgured time. However, while this ummessured time camnot reasonavly

be related to specific work wnits, it can be classiflied and totslled as
time spent on suwpervision, filing, typimg, etc., and such information
will have a definite valus.

A system 1s in operstiom in the Finance Tivision and in one erea has been
in sffect for 8 months. A ocepy of the Finance !ivision Cperating Procedure
(FDOR$ 7-1) , installing this system is enclosed as Tab A.

% The work measurement system has been installed in the Operations
1sison Bramch (except for the Payroll and ¥
Travel Branch, Accounts Branth, Industrial Comirac t Branch, and

the m“ not yet iacludec under
the system due to a large baeklog makes it impossibls to use a

work measurement systek to establish standards. Por security ressons it
was decided st the beginning of the project that any like system for the
Monetary Branch or the Proprietary Accounts Pranch would be installed
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i Units. Attached as Tab P is a discussion of the work units estab-
‘ or eath organizstional element.

Ummeasurad . The unmedsured time consists of the time of employees
sSpent on % fom, clericel support, filing, preparing dispatches,
stc. 7Tab ¢ imdicates the various types of unmeasured time reported by
sach element of the iivisien.

R . When the project was started, sach slemunt of the Division was

ly reports and to the extent possidle the work messurement
system provides for the use of this dets. In order to systemstically
compile work meagurement data, the following forms were cesigned snd
placed in uses

Form ?mnm By Symitted To
Dally ¥Work Record (#33-97) feetion Branch*
Menthly Work Xeasursment Summary (#33-97A) Brsach Division

sFora 33~97, when prepared Yy thc_ is submitted to the
Assistant Chief of the iivision.
Sample copies of these forme are sttached under Tsb D.

m. Attached ax 78b £ is a statement of tentative standarde cs-

_ for Finance Tivision werk units. These tentative standards in
many cases wers set on the basis of very short periocds and should be fre-
gamtly re-svalusted until more complete information is available. ‘or-
mally new standards will be established twice & year, im January end July.

Use of % sﬁm. Obwiously, experience with the system over a reasom-
is required in ordetr to derive the full benefit

pe - 0
offered by sound standards for the various work units. Ummeasured time
sust be related to moasured time so that eventually a pattern will
energe that will indicete the ratio of measured time to unmeasured time.
wWhon & stable ratio of measured time to unmeasured time is developed,
1t will be possible to make a reliable estimate of the totsl menpower
required for a known Finance [ivision workload.

CONCLUSIONS:

A sufficient portion of the Finapce livision mampower, 46X, is subject
to direct meagurement to justify the work involved in malntaining the
system. This psrcentage applies to that partion of Finance Tivision
manpower falling within the scope of the system (sece 3b sbove).

T™he system should be followed fer st least a full year before standards
are considered to Ye firm.
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%. ReCOMMEKDATIONS:

8. It is recommended that the system as installed in Fimance Livision be
spproved.

B, It i» recommended that the aystem be inmstalled in the Honetary and Fro-
prietary Accounts Nranches as soon as possible.

oBX1A  ® resommended that the system be installed in t.hs— 25X A
of the 0L Branch as soon as the backlog is reduced sufficiently
t¢ permit a normal operatiom.

d. Tt is recommended that the system be imstalled in the Fiscal Division
since thst Livision has an operation even more resdily smeeptiblu to
work messursment than is the Fimance Idvision operation. (Subject to
prior commitments, the Ranagement ! taff will undertake to sssist with
ikil m:'“u)

25X1A9%9a

ATTACEMENTS
Tab 4 - Work Msssurament Operating Procedure
Tad B ~ Veork Units
Tadb C - Unnmessured Time
Tah I ~ ¥ork Messurement Forms
Tab E ~ Work Unit “tandards
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SUBJECT: Work Measurement System

PURPOSE

The purpose of this' procedure is to prescribe the method of operating
and reporting the Finance Division work measurement system.

GENERAL

A. All time in all branches of the Division; except the Proprietary
and Monetary Branches; will bs accounted for on the Daily Work
Record (Form No. 33-97). A count of work units will be main-
tained in relation to all measured time. The Monthly Report Form
(Form No. 33-974) will be compiled by each Branch from the daily
record forms and submitted to the Division Chief.

B. Measured time is time related directly to established w rk units.
Ummeasured time i3 time being accounted for but for which there
are no work units. :

DATLY WORK RECORD L

A. The maintenance of Daily Work Records will be the responsibility
of each Section Chief and will be on a monthly basis. One copy
only will be made. : ’

\

B. The organizational element, pericd covered, and column headings
will be entered on the first of each month., The manhours (to the
nearest quarter of an hour) and work units will be entered daily.
Work unit ndpes should be indicated in the columns for all
measured time. The two blank columns may be used for additional
measured or unmeasured time as needed. Totals and estimates of
work units on hand should be entered after completion of the sheet.
The estimate should be made effective following the completion
of the month's work.

C. The unmeasured time column is %o include 21l unmeasured time not
specificelly covsred in anocther column. The Leave column should
include all types of leawe. The Overtime column should include
all overtime. Overtime will aslo be inciuded under the other
columns as appropriate.

D. This completed form will be submitied to the Branch Chief (Deputy
Division Chief for the

CONFIDENTI AL
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FINANCE DIVISION OPERATING PROCEDURE #7-1 16 August 195k

/
SUBJECT: Work Msasurement System

I. PURPOSE

The purpose of this procedure is to prescribe the method of operating
and reporting the Finance Division work measurement system.

II. GENERAL

A. All time in all branches of the Division, except the Proprietary
and Monetary Branches, will be accounted for on the Daily Work
Record (Form No. 33-97). A count of work units will be main-
tained in relation to all measured time. The Monthly Report Form
(Form No. 33-974) will be compiled by each Branch from the daily
record forms and submitted to the Division Chief.

B. Measured time is time related directly to established w rk units.
Umeasured tims is time being accounted for but for which there
are no work units.

III. DAILY WORK RECORD ' 7

A. The maintenance of Daily Work Records will be the responsibility
of each Section Chief and will be on a monthly basis. One copy
only will be made.

B. The organizational element, pericd covered, and column headings
will be entered on the first of each month., The manhours (to the
nearest quarter of an hour) and work units will be entered daily.
Work umit s should be indicated in the columns for all
measured time. The two blank columns may be used for additionsl
measured or unmeasured time as needed. Totals and estimates of
work units on hand should be entered after completion of the sheet.
The estimate should be made effective following the completion
of the month's work.

C. The unmeasured time column is tc include all unmeasured time not
specifically covered in another column. The Leave column should
include all types of leave. The Overtima column should include
all overtime. Overtime will aslo be included under the other
columns as appropriate.

D. This completed form will be submitted to the Branch Chief (Deputy
Division Chief for the

CONFIDENTIAL
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K

The monthly rate for each work unmit will be computed in the Branch
Gffice. The method will be to divide the total manhours by the
total work units carried to the closest thousandth (three decimal
piaces), This figure will be noted and circled in red just above
the monthly totals at the bottom of the sheet. For Staff Avent

and staff amplovee oayroll units, totals will be for four week
erlods,

TV, SETTING STANDAKD HATES

V.

Al

Standard rates will be established twice yearly. They will be

based on the previous twelve monthly rates (July through June and
January through December). '

These monthly rates will be listed in descending order with the
lowest (best{ at the top and highest at the bottom. The standard
rate for the following six months will be the point for which one
quarter of the values appear above and three quarters of the values
appear below. Extremely erratic values for monthly rates may be
ignored. Except where values are ignored, the standard rate will
be the mid-point between the third and fourth monthly rate from the
top (best).

MONTHLY WORK MEASUREMENT SUMMARY

A,

B.

C.

The monthly work measurement summary will be ity of
each Brench Chief (Deputy Division Chief for The
form will be completed and submitted to the sion Chief by the

tenth of the month following the month coversd by the report.

The top section of the form is for msasured time and the bottom
section for unmeasured tims.

Completion of the top section will be made as follows:

l. The names of all branch work units will be listed in the
first column.

2. The roporting period will be one month in all cases except
for the staff employse and staff agent work units. Their
period is four weeks.

3. The value of the actual work units completed for that period
is taken from the appropriate Daily Work Record.

L. The standard manhours per work unit is determined as indiocated
in Paregraph IV, above. This value is the standard rate.

5. The standard manhours are determined by multiplying the actual
work units by the standard from the fourth column. This value
should be taken to the nearest hour.

Approved For Release 2001/03/38 (I A-ROPSL303744000100150004-7
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6.

7o

9.

10,

The actual manhours are taken from the Daily Work Record. This
figure should be recorded on the monthly sheet to the nearest
hour.

The Per cent Performance, to the nearesst per cent, is determined
by dividing the standard manhours by the actual manhours.

The estimated work units on hand at the end of the reporting
period are taken from the bottom line on the Daily Work Record.

The change from the previous month is an indication, plus (/)
or mimus (-), and 2mount that the value in the eighth column
varies from the same column one month before.

The manhours, to the nearest hour, reguired to complete the

work units on hand are obtained by multiplying the estimated
number of work units from the eighth column by the standard

rate from the fourth column.

.D. Completion of the bottom section will be made as follows:

1.

2a
3.

ho

The names of 2ll scctions arni the branch office are listed under
the organizational sub-element column.

The reporting period will bs one month in all cases.

The headings for the blank columns will be completed from the
Branch Daily Work Record forms. All columns will be filled in
from the unmeasured totals from these forms. All values will
be to the nearest hour.

The bottom line will show totals for all unmeasured time.

E. The Monthly Work Measurement Summary form should be typed in two
copies for the Division Chief, ons copy for the Branch Chief, and
one copy for each Section concernsd.

VI. AWALYSIS

The summary sheets for each month should be analygzed carefully by each
supervisor. This analysis should cover paformance in relation to past
and proposed workload, staffing, backlog, overtime, improved methods,
and budget changes.

Chief, Finance Division 25X1A9a

CONFIDENTIAL
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Finance Uivision Unmeasured Time

1. Operations snd Lisison Brench - Unmeasured time in this Branch is clasged
88 certilying officor Gime, clerical time, or gensral unmeasured time.
The 0ffice of the Chief of the Branch records all of its time &s super-
visory, clerical, or general unmessured.

2. Payroll and Travel Brench - In the mw time not directly 251 A
connected with Lhe payrolling operation 1s classed as unmeasured. There 1

1z no breskdown of this time and it is carried ap genoral unmessured tims.

_ records four specific types of unmessursd time as follows: 25X
wé spent on unused tickets, time epent preparing dispatches, time

spent filing, snd clericel time. Al)l other unmessured time is cerried

a8 genersl unmessured time.

The (ffice of the Chief of the Branch records all of its time as super-

visory, clerical, or general unmeasured. 2k X1A
3. Aceounts Branch - TheWremrda specific unmeasured time
ag supesrvisolry, consu % Xa}§ s preparing monthly reporis, or property i

reconeiliations. Othor unmeasured time is carried ss general unmessured
time.

2541A \
Th racords apecific unmeasured time as fil-
ing s Bnalysis » or the preparation of statements. There is alse

some general unmeasured time. :
25X1A

Tha” regords all unmoasured time as either
analysie Lime or goneral uomessured time.

The O0ffice of the Chisf of the Branoh records all of its time as either
clerical or supervisory.

L. Industrial Contract iudit Branch - The depk audit group of this Branch
clagses unmeasured tiwe as either reports and correspondence time or
goneral ummeasured time. The field audit group breake ummeasured time
into report time, iravel time, review and revision time, or general un-
meagured time. The immediate Cffice of the Chief of the Hranch has no
work units and all of its time is classed as clerical, field audit typing,
supervisery, or general unmeassured time.

5. *w 41) unmeasured time is classed as filing, preparing 25X A
material for Records Cemter, locating material, re-routing and carrying

riail, or general unmessured.

Approved For Release 2001/03/30 : CIA-RDP61-00274A000100150004-7
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Finance !ivimion Ynmessured Time

1. Operstions snd Lisison Tranch - !mmessured tdme in this Dranch is claseca
a8 certilying officer time, clericsl time, or general ummeasured time.
The 0ffice of the Chilef of the Pranesh records sll of its tims as super-
visory, clerical, or genercl usmeasarec.

2. rayroll and Trsvel Branch - [NNEGEEEEEE - ti-c not directly
connocted with the payrolling operstion 1s classed as ummeasured. There
iz no bhreakdown of this time snd it ie carried a8 general ummessured tina.

25X1A mcfm@a four specific types of ummeasursd time as follows:
78 spent on unused tickets, time spent proparing dispatches, tinme
spent filing, and glurical time. All other unpeasured time is carried

as pensrsl unmessured time.

e Gffice of the Chief of the Praneh records all of its time as super-
visory, clerical, or genersl unmeasured.

3. Aogounts Branch - The records specific unmeasured time 25X1A
as supsrvisory, consultation » preparing monthly reporits, or proparty
raconciliations. Other unmcasured time is carried as ;jeneral unmessured
time.

e ... -.cicic wecorre tise e 11 25XTA

ing time, smalysie time, or the preparation of statements. There is also
some penersl unmeasured time.

The regords all unmessured time &8s either 25X1A

snalysis time or genersl ummeasured time.

The {fice of the Chief of the ¥raneh records all of its time as either

clerical or supervisory.

25X1A
L. Industrial Contrasct iucit ®ranch - The Branch
SeE UNROASY ne 88 sither reso i Correspondancse Lime or

general unmeasured time. breeks unmeasured timc 25X1A

into report time, travel time, I o a3 .vidion time, or peneral un-

megsured time. The immediate ‘frim of the Chief of the Franch has no

work units and all of 1ts time is classed sz clerical, field audit typing,

supervisory, or gensral unmeasured time.
s. A1l ummeasured timc is classed ss filing, preparing 25X1A

neé &1 Tor hecerds Coenter, locatin: material, re-routing andé carrying
mail, or general unmeasured.

Approved For Release 200%/03/30 : CIA-RDP61-00274A000100150004-7



7. Unmessured time for the Iivision as & whole falls into the following

categories:
Certifying Officer Time Analysis Time
Clerical Time Preparation of & tstements
Supervision Travel Tims
Time on Upused Tickets Heview 4 Revision Time
Dispatch Preparation Preparation of Kecords Center
Filing Katerisl
Censultation Time Locating Faterial
Report Prsparation Ra~routing and Carrying Mail
Property Reconciliation Geaneral Inmeasured

—2—
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‘ MONTHLY WORK MEASUREMENT SUMMARY DATE
REPORT. STANDARD STAND- PERCENT ESTIMA;I'ED CHANGE MH REQUIRED
WORK UNIT ING ACTUAL MH ARD ACTuAL PERFORM- WU ON HAND FROM PRIOR TO0O COMPLETE
PERIOD wu PER WU . _MH MH ANCE END OF PERIOD MONTH WU ON HAND
REPORT- UNMEAS- SUPER-
NIZATIONAL SUB-ELEMENT ING URED CL.??’;(E:ALVISORY F.II.';;":G LEAVE OVERTIME
.- PERIOD TIME TIME
TOTALS
a 33-97A (a3}
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ORGANIZATIONAL ELEMENT

) MONTHLY WORK MEASUREMENT SUMMARY DATE
: REPORT- STANDARD | STAND- PERCENT ESTIMATED CHANGE | MH REQUIRED
WORK UNIT ING ACTUAL MH ARD | ACTUAL lpeRFORM- | WU ON HAND |FROM PRIOR | TO COMPLETE
PERI0D wu PER WU _MH MH ANCE END OF PERIOD | _MONTH WU_ON_HAND
REPORT- | UNMEAS- SUPER-

ORGAN|ZATIONAL SUB- ELEMENT ING URED CLi?'EALVIsom F.'I.';:A:G LEAVE | OVERTIME

PERIOD TIME M TIME ’

i
001/03/30 : CIA-RDP61-00274A000100150004-7

FORM NO. 33"97A (43)

1 JIUUN &4




-5
R 1 A [ §
7 DAILY WORK RECORD PERIOD COVERED (Incl.)
UNMEAS- i
DATE URED  FLERICAL Leave | over:
Time | TIME TIME
MH wU MH wu MH "o
TOTAL
ESTIMAT) e l"l” (- P el TR
Ay ON jia '//'”//’ ”///”/ il /II III/III/II III?I II /I;‘I/IZ’I//I m /Il// it Ill/z"/ 4A000100150004-7
FORM NO. -
1 APR 54 33 97
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Branch

Opere. & Liais.
Opers. & Liais.
W@rs- % Lisis.
Op&m- % maia.
Opers. & ilals.
F.x . & Trav.
Pay. & Trav.
Pay. & Trav.
Pay. & Trav.
Accounts
Aecounts
Acecounts
Accounte
Accounte
Accounts
Accounts
Accounts
Accounts
Accounta
Accounts
Accounts
Aceounts

Ind. Conty. &ud.
Ind. Contr. Aud.
Iad. GContr. &ud.
Ind. Gonkt

Tentative Standsrds

wWork Unlt

Transaction (WR})
Transsction {&E;
Yransaction (FE
Trensaction (WL}
Transaction (NEA)
transfer of Accounts (T/A)
Advances and Clearances
rransaction

Employees Psyrolled
VYoucher Itenms

Machine Hntries

Station ITtems

Transfor of Accounts (T/A)
Payable Documents Estsblished
Obligations

Paysble Documents Liquidated
¢ learances

Inquiries

Adjustmente (Acc'ts. Rec.)
feport Items

Adjustments (Hep. & Anal.)
Reconcilistions
Transaction

Fleld gudits ‘

Field System Survey
Gffice Reviews

Csbles In

Cables Cut

Edispateches In

Iiispatches Oub

#ail In

Heil Qub

Contracts In

Top Hearst Cut

» Standards based on regords for one month only.

L

25X1A
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Percent.
Steandard Performance
(M per Wy) (Sept. 'SE)

025 87
085 17
052 68
055 71
112 87
189 LG
167 és
L3868 111

. 785 g0
.33 ok
J0oks 93
200 g1
300 3z
L03L 56
080 92
.120 57
130 0
k7 62

« 100 63
100 92
050 86
3,750 120
012 84
85.000# 98
33.000% 100
21.000% 100
093 88
05k 127
051 9k
028 67
Lk 197
079 126
178 135
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Teatative Standards

25X1A

Percent
Standard  Performance
Branch work Jnit (MB per W) (Sept. 'SH)
Opers. L Lisis. Transaotion (WH) 028 &7
Opers. % Liais. *ranssetion (&) 025 17
Opers. % Liais. *ransagtion (FE) 052 68
Tpers. % Lisis. Traagaction (V) 055 71
Opers. © Liais. Traasaction (M) 132 87
ray. & Trav. rranefer of Accounts (T/A) .18 Lo
Pey. - Trav. Advences and Clearsncaes 167 £g
Pay. % Trav. Transaction 038 111
Pay. © Trav. Employecs Psyrolled . 785 gu
Accounts Voucher Items .033 oL
Accounts ¥achine intries .ObS 93
Accounts ctation Tiems .200 S1
Aceounts Transfer of Accounts (T/a) 300 32
hocounte Payable Documents Established 034 56
Accounts Obligations Nel.o) 92
Accounts Paysbls Locuments Licuidated . 120 57
Accounts Clearances «130 90
Accounts Inquiriss k7 62
Aceounts Adjustments {Acc'ts. Hec.) « 100 €3
Accounts Repert Items _ 100 92
Accounts Adjustments (Rep. & inal.; 050 86
Agoounts Reconci 1iations 3,750 120
Ind. Contr. Aud. Transection .012 84
Ind. Contr. Aud. Field Audits 85.000+ 98
Ind. Contr. #ud. Pield Systes Survay 33 .000% 100
Ind. Con Aud ffico Heviews 21.000% 100
Registry Csbles In .093 8&
Registry Cables (ut -08€ 23
Heglstry ippatehes In 054 121
Registry I'ispatches Tut 051 9y
Registry #ail In 028 &7
Heglstry Mail et .OhS 107
Registry Contracts In 079 12¢
Reglstry Top Seeret Cub .175 135

» Standerds hosed on records for one month only.

*
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Document No. &@ l

NO CHANGE in Class. | ,

Acting Management Officer ~—~—{] DECLASSIFIID 1T March 1954
(lnss. CHALCED TO: TS S C
A Momo, 4 Apr 77

Auth: DDA EPG. 77/1763

Date: _U Fa-W Bv: oA

Report on Work Measurement “tudy in the Finance Nivision for the
Month Ending 17 March 1§5l.

hAsst. Management Officer, 1T/A Area

1, This report is sutmittecd te inform you of the past monti's
sctivitiee in the Finance Divieion., It is a supplement to our re-
port on the ehove sutject dated February 17, 195k,

Tue tc the very erratic results obtained in theF 25X1A
25X1A ﬁof the Payroll and Trsvel Branch we have instituted a rore
etallied system for measuring the section's production. The

original method takes very little time to operste and is therefore

still in operation as a backstop in the event this second plan also

produces poor results. The newer method uses three separate work

units and introduces the factor of unmessured time. The main work

unit is the individual transaction en the different types of vouchers.

The use of this unit will sutomaticelly weight the vouchers so trat

more equitable crsdit may be given for vouchers sudited. The ad-

vances and clearances procesgec are being considered together for

a gsecond work unit, the cocument. The third work unit is the in-

dividual "Transfer of Funds or Accounts" processed, This new methcd

ie in its second week of operstion and preliminary results should

be available by 1 fpril.

3. Tmmof the Payroll end Travel Pranch is
now in ite ¢ month ol opsration. The plan is operating smoothly
and resulte st the end of the current month should present enough
statistical information by which to develop & tentative standard,

25X1A

L. A slight change has bteen made in recording information for
the five audit sections of the (perations and Lisison Branch., The
unmeasured time is now divided into three parts as followe: audi-
tor's unmeasured time, certlfying officer's time, and clericsl
time. The recording of measurable time has remained unchanged.

No changes have been made in recording information from the

25X1A # The Branch is now in its second month of work
meagurement and while the results are somewhat erratic the opera-
tion of the plan is very swooth,

25X1A

5. Work messurement in the Industriel Audit Branch has been
instituted on = trial bSesis. In cooperation with the Branch Chier,
the following work units were chosen: line items audited per day
with manhours epent for that purpose, reporte and correspondence
manhours, and an urnmeasured category to cover such miscellaneous

Approved For Release 200+03+8ECRIEERDP61-00274A000100150004-7



Approved For Release 2001/03/36<REX-RDP61-00274A000100150004-7

duties as conference time, advisory time, etc. First resulis should
be availstle by 2L March.
25X1A

é. _u adopted several procedural changes
which should aid their operaticn. They sre now in the fourth week
of a work measurement plan. 7o start, a very detalled breakdown
of work units was made using ten separate units with the ides of
combining comparsble units in the nesr future. These units are:
Incoming T¢ documents, Outgoing TS documents, [ncoming Cables, (ut-
going Cables, Incoming Dispatehes, Uutgoing Uispatches, Tncoming
Contracts, Cutpoing Contrects, incoming Routine iall, and OGuigoin;
Houtine Mall. Ry next month several of these units will be com-
bined and within several months information should be avsilable with
which to set standards.

7. Enclosed is a tewporary fors with blank headings which hes
been used during the past two nonths for collecting “ally statistics,
A%t the present time we are taking off the monthly information fror
these blenk forms but we intend to develop an additional form for
the reporting of monthly totals and sverages. ‘hen the monthly re-
port is developed, the encloser blank form will he used within the
reporting element for the purpose of collecting the information to
be reported monthly.

It will probably bhe possible to replace tle snclosed hlonk
form with a form that has at least some printed column headings.

Enclosure
Temporary Form

MIS /WRfiee (17 March 195L)
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